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OCCUMKNI MAS BEf: 



iri order to r>p':r:l; of ri; ^nborrjli if; on ihc i.^o n a oerne.! it toain one PMist first 
define v,'hot is to be riianogcd, Kcwv/ times v/o in cJucotlcn fail to study the 
typo of opor'iLicn v/c expect our nonoi^omcii t: tcor^:. to nion.^rje. Too often vie 
look at tlie operation os being cenrrvnl jFfico c-^dm i ri i 5 1 ro tors cvtirseeing 
building r dm M'.ist rotors. If^'plyino, control orfiuo adminis trotivc teams 
are to devel ope poI icy ond v/a tclv-c'ofj the buiidin'j administrative teams as 
they are trying to live v;Ithin ther>e pol tcle;^. This I:", a concept of con- 
trolling tl-.o b'-'.ilding adn I n i s t ra tors vnthout alio^/zinn tiicm to n;jna<;je. 



!t v;ould be advan tO'jcous for ti'iose involved in school {v.on^^e.Ton t to 
study buslncf.s and i's niananr^cnts forms. Generally, boards, central office 
Renaoemcnt, and plants or branch monaoemen t, v;or!; together to develop 1 
Policies v-hlch are intended to govern the op.^rn-Jon of the firm. Tne main 
pcint hero is tFi::t 2]] lev^^is of the m?na;]c,;':on t team must p::rticipate in 
uie development of t!ie rMnnacemcnt policies and concepts. Tnis insures 
tr.it all inv.:)lved vm ! ! ov;n a piece of the action. It also allays for 
front line i:d;>nnistrators, lhor>e tliat are held to. be accounLable, to 
linvo the opv:ortunity for input into over all m-'nagement development. Our 
school 5y%;::nis r.lioul d l.:-^. i,i.?n:r,ud ^/itli this concept in mind, as their structure 
u!:!:^11y is tliot of a bo::»'d, ccntr-)! office a;in i n i s t ra t i ve team, and a build- 
i.in .:.dr:t I n i t r t i vc; ten d^:S!»r'n, 
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r.c.mhorrJnp on tlve !;'on:-fge:u t ^eam should include all centrdi office 
p«-rscnnel vlio liave mon-iigo . -^it duti(i:: that flircctly or iiulirectly affect 
the opor-r^tions of die io'lividiial buildings rnci the principal and a:s':istc'nt 
principals of each buildings. The ro'e nf tf.r: centr:";! olTice stoi'f r:.)St be 
rolatecJ to ::u;jporting the building rjc'iiii n I stroiors and their staffs in e.dtjcat- 
inq young pr.ople. l/ith tliis in mind, t!ve nv;^nagonro.n L tenm should have a 
functional dosign that oilo\/s building ad- : i n I s t L i on teims to v/or!; vjith 
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the centre)! of f i ce pclin i n i 5 1 rat i ve tocins in the. dcvcl opniont of polices, rules, 
and rcgulutions tliot allov/ for students to be educated, 

\7ithin this fraincv.'ork it is important that: c^ch r.ianrigcrr.cnt team r.einbers 
role be clearly defined os to V/I10 has the approval pc^'/er, v/ho iriust be consulted, 
v;ho must be inforniod, and who Ivas the rcL.ponsibi 1 i ty for carrying the tosl^ out. 
The interface betv/eon all levels and areas of rr-ana^crnen t niur.t he clearly de- 
finC'i. It Is not only ir.portant tl'iat tho interface betv/ec.n buildfivj i,iv;.;:ne- 
ment and contra] office rrianafjement be defined hut tlie intcrTacn betv;cen thu 
ncmbcrr> of the contra! office team D'jst be defined as v.'eil an tlio interface 
bet'^/.'cen the ivicn^.bers of the build in;;] management ten, \/h(_-n each member of 
the toal district nanagcment team understands tiieir role and th:. role of the 
otiier team members then, and only then, v/ill tiie ir.afianemcnt team concept 
work. 

The sciiool boards position in this type of manar,einerit team coricepl must 
be one of fjlviiie the management team the responsibility for developing school 
district pol i cy, rul es , and regulations for presenlation to the school board 
fcr questioning and approval. Tl^Is docs not preclude the school board frcn; 
initiating thf^ development of policy. It only requires th"jt people v;ho 
vmre hired to manage the sciiool district must do the research and v/ritii^g 
necessary for good pol >cy to be developed, A school board siiould !;c in 
position to de.n'jnd ti'^iat the r;anagemont team thai lio'; c'escribad carry cJt 
the approved district policies v;i th as little convlict as possible. 

In loolung at the policy dcvelcpmcnt fro^m a principals perspective, 
the number one concei'n is (!e'nocratic participation in the development Sw 
ov;nersh;p can be obtainef^l. If the principal is to be held accountable for 
carrylrg out tlv^'^.e polici.:s or if such polIci?s arc going to affect the 
operction of t!ic educa t io:!-' i clir^ate in the princip"'ls buil^'ing, it is 
Important thiit the princi\.'"Jl have inpui: ir^to th.c policies citluir througl) 



con'oul to t ion or spf.rovcil* 

In my estimotion the following ad.nin Istrotive team n^oclcl 5llo\'/s for good 
policy dcvcloprnent to take place. One must rec>l izo that in this model the 
ultimate o^^provol of oil sclioo] district: policy, rules, dnd rerjulations 
romain v/iih the school board. 

Tliis model v/os developed by the central office odnii n i strotors and the 
buildinj .administrators of the Central Volley School District v/ith a great 
docl of cncourancrr.^jnt from tihe Central Valley ScIioo] Boord, 

Tr.^ project v.'os begun in tlie fail of 197,^ and v/a^- put into operation 
in the fall of 1977- Here then is the "Control Valley Administrative 
Team Model": 

"AnijifiisTPATIV:: TflAM" 
1. Ac'minis troti ve team members are: 
A, Superintendent (Cho i rperson) 

Assistant Supe r i n tcndc 1 1 (Assistant Clia i rporson) 

C. Assistant Superintendent - instruction 

D. Supervisor of Secondary Education 

E. Supervisor of Elcmontory Enucat>on 

F. Supcrvii:or oT Pupi; Services 

G. Supervisor of Pcrsonnf^l 

H. Business /Icnagcr 

I . r r inc i pal s 

J, Assistant Principals 

All team mcr.bers e::ccpt the ch-.M rperson are votir.n mombors. 

All other administrators and supervisors (certificated and classi- 
fied) of the district shall be considered as resource personnel for 



the orgon izt-ijticn of so id team. 

2* PvOl c of the Admir. istrotive Team: 

In t!ie development of district policy ond/or ttie determination of 
bov; to iinpl oiTien t district policy, the Administrative Tcoiv] must be 
inforned ond/or consulted. In resolving or dealing v/ith critical 
issues, v/i th district-wide inpl ication, other than the cibove, the 
Administrot i ve Team must be informed (l) or co!i:;ultod (C), 

The Adiiiin i s t ro L i ve Tcv.ii v;ill operate v/i thin tlic RAC 1 I'odel v;ith the 
fol laving orranccp^,en t: 

A. Pursuant to i dent i f i co t i on of on orco or topic of concern, on 
R ir.cjy be cssigncd by the person. with opprovol authority or if 
not ossigned, then the R niuy be placed, b-:?sed upon Adr.i i n i s t r^ t i ve 
Tccn) conrcnsus, 

B. The pen. Oil wi'ch ir.c R dcsigru'tes the !C's. 

C. V/lien the Acnii n i s t ro t i ve Teem reeches a cons;:nsu5 on tl;e role 
of the r.ACMs, tlie person v;ith the P. v/ill develop the Action 
PI on, 

D. The Oct ion is carried out, 

E. The person witli the opprovcl pov/cr octs on the recon^niendo t ion, 
P. Impl cni^-ntot Ion Is carried out. 

The RAC I r.odel Is defined o^: follov/s: 

f\cspor.r. i b i ) i ty - if I hove ihc ''R*', It is my rosi-ons I b i 1 i ly to 
i.ce thr.t the jol) gols flone, 
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ApprovrTil or Disnpprovol (veto pov/er) - There lis not usU'Tilly an 
opportuni ty . for an .-ppeoK ''A" represcntr. q hurdle or roadblock 
before the task can be coiripl c ted. 

£onsul t - Before you come up v/i th a final oction plan or decision, 
get my advice, my opinion.. Before your final action is taken, or 
your decision is made, inform me. It is possible to consult and 
inform during the scto session, 

J^n form - Yo'^: must tell me v/hot you are goi.ng to do, either before 
you cct or as soon as possible after you hove acted. 

Cperat ion: 

A. Each second and fourth Thursday betv/een 1:00 p.m. and 3:00 p.m. 
v/ill be reserved for Administrative Team meeting dates. The 
agenda shill he stnict"red by the Superintendent and slial 1 be 
distributed at least one day before the meeting. 

B. The Superintendent or Assistant Superintendent shall chair all 
Administrative Team meetings. 

C. The Tc^r^r.: c^cjcndn rhnll be distributed to ^11 of tiie dir:trict super- 
visors oik] adininistrr^tors (certified and classified). The min- 
utes of c::ch group's meeLtngs v;ill be distributed in tlie same 
nannor, 

0. As topics for cons i^'Ie rat ion are developed, individiirj Involve- 
ment may occur thrcugh one of throe avenues, each of v/hicli v;ould 
operate through the RAC I Model. 

(l) Task Force - formed by any member of the Team - proposal 
presented to th.e total Team. 



(2) Representative Group - formed by the Choirpcrson or Team 

(3) Tcor^ flcctinoG - pr^rticipation in discussion, reporting, etc. 

Feedback to the Administrative Toom ^rom the Doard of Directors 
is to be the responsibility of the Superintendent (Chairperson), 

Process: 

A. Informing or consulting the A(I:n i n i trot i ve Teom 

(1) V/hcn a representative team or task force infonns or consults 
the Administrative Teem, tiie person r'^sponsible shall indicate 
in the agenda whether tiie team is being infonr.ed or consulted, 

(2) Inform: Tlie person responsible shnll precent the materiols. 

Team members nay ask clarifying questions. \/rItten sugrostions 
may be given to the person responriibic ttfter the presentation. 
The person responsible may, or may not, accept these suggestion 

(3) Consult: The person responsible sh^nll have a process pre- 
pared for rcachir^g consensus on teem feelings end suggestions. 

There are m^iny processes available that the person responsible 
can use. Souie examplv^s are: 
i . I - 3 6 group i ng 

2. Bra i nstorming 

3. Force field an.'jlysis 

As the Administrative Teon cent inuc-s, skill v/ith a greater 
number of processes vn 1 1 be acquired. 

B. Revising tlils Admin i r>t rati ve Team Document 



(1) Any Administrative Team member v/ho feels this document 
IS in need of revision through alteration, addition, or 
deletion may fonn a task force to seek the proposed 
revi s ion. 

(2) Tlic Administrative Tcoin shrl 1 be consulted. 

(3) Tlie task force must accept Administrative Team consensus, 
if the Avdmi n istrat i vc Team consensus requires changes in 
the proposal, the task force must include these changes 
before seeking the Superintendent's approval of the 
revision. 

At this tine the Central Valley administrative team lias developed 
management statements concerned v/ith the operation of the Cnetral Valley 
School District. Each statv.ment or general area v/as studied v/i th appro- 
priate RAC I designations given. The out come; has been a better understand- 
ing by team members as to v/ho is responsible for v/hat in relation to policy 
malcing and the carr^'ing out of such policy v/ithin the district. 

This model speaks to the concept that once a policy has been recouinendcd 
to and approved by the school board it is the principals responsibility 
to carry out the policy under administrative rules and regulations malcing 
sure tliat the concept of approval, consultation and informing is fol laved. 
It is the princlpalfy responsibility along v/ith the building management 
team to make decisions that will bring about a good management climate 
for educating students within their building. 
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